Introduction
Public organisations in South Africa face immense pressure to excel in their performance, notwithstanding the highly unstable and competitive environment in which they operate. This environment is characterised by factors such as increased globalisation, demanding stakeholders, shortages of critical skills, increased workforce diversity as well as technological innovations (Mayfield & Mayfield, 2002) . These factors compel public sector organisations to develop and implement strategies for improving their performance (Yee, Yeung & Cheng, 2008) . One such strategy is to have employees who are highly satisfied with their work (Okanya, 2007) . This calls for organisations to place more emphasis on recognising and enhancing all components of work linked to higher levels of employee satisfaction. At the same time, organisations need to identify and lessen the effects of those facets associated with high levels of employee dissatisfaction (Ferguson, Ashcroft & Hassell, 2011) .
The subject of organisational performance within South Africa's public sector has received significant research attention from a number of scholars (e.g. Hornbaek, 2006; Minnaar, 2006; Molefe, Roodt, & Schurink, 2011; Van der Waldt, 2004) . Questions relating to the performance of public organisations are based on the expectation that Government should supply public goods and services more effectively and efficiently (Carrim, 2009; Mulder & Collins, 2007; Putu, Mimba, Van-Heden & Tillema, 2007) . Nilsson (2010) holds the view that public sector organisations in South Africa find it difficult to overcome the challenge of underperformance in most disciplines of their operations. As a result, they continue to receive constant criticism for poor service delivery, internal wrangles, bureaucracy, financial mismanagement, corruption and poor corporate governance (Van der Heijden & Mlandi, 2005) . Certainly these malpractices, perceived or real, do not bode well for a public sector which seeks to support the ideals of a government that strives to be a developmental state. It has been argued that low institutional capacities, limited stakeholder participation, high levels of corruption and high levels of informality are amongst some of the reasons for underperformance in the public sector (Putu et al., 2007) . Other factors include the lack of demographic representation, poor accountability, centralised control systems and conflicting labour relations (Schwella, 2001 ).
In view of the above, it is imperative that the question of underperformance in public sector organisations be well understood. Since the advent of democracy in 1994, government put in place various constitutional and legislative frameworks which were meant to enable public sector organisations to improve their delivery of public goods and services. The 1995 White paper on transforming public service delivery and the development of a code of conduct for public servants are cases in point (cited in Draai, 2008; Schwella, 2001 ). However, underperformance continued despite these interventions (Carrim, 2009; Nilsson, 2010; Van der Heijden & Mlandi, 2005) . To this extent, there have been very few interventions that have enjoyed widespread or sustainable success (Molefe et al., 2011) . There is thus a serious need to correct the situation as failure to address the problems associated with underperformance impacts negatively on the South African economy and the societies served by public sector organisations, as well as other stakeholders and international relations (Local Government Research Centre, 2009 ).
Previous studies which sought to shed light on performance issues within the public sector in South Africa did so from socio-economic perspectives rather than specific dimensional aspects of human behaviour. This study is intended to occupy this gap; therefore, the purpose of this study is to analyse the underlying relationship between employee satisfaction and organisational performance in the context of a South African government department.
Review of related literature Employee satisfaction
Throughout the history of organisational and behavioural research, the subject of employee satisfaction has always attracted widespread empirical examination, leading to a number of interesting definitions. Price (2001) defines employee satisfaction as the effective orientation that an employee has towards his or her work. It may also be recognised as the individual's perception and evaluation of the overall work environment (Sempane, Rieger & Roodt, 2002) . Lu, While and Barriball (2005) define employee satisfaction as a global feeling about one's work or a related cluster of attitudes about various facets of the work environment. Employee satisfaction may also be perceived as a 'positive emotional state resulting from the appraisal of one's job or job experiences' (Islam & Siengthai, 2009:4) . A common aspect that connects these definitions is that employee satisfaction is concerned with what people in an organisation feel about their overall work.
A study conducted by Ellickson and Logsdon (2001) gives emphasis to environmental factors and personal characteristics as the two most influential variables that determine the level of employee satisfaction. Lambert, Edwards and Cabic (2003) also found low employee satisfaction levels amongst employees whose expectations fell short. Ganguly (2010) maintains that the personenvironment fit paradigm has been widely recognised as the most appropriate explanation for employee satisfaction. Additionally, other researchers uphold that employee satisfaction is influenced by the interaction of a family of factors such as recognition, communication, co-workers, fringe benefits, working conditions, the nature of the work itself, the nature of the organisation itself, organisational systems, policies and procedures, compensation, personal development, promotion, appreciation, security, and supervision (Ilies, Wilson & Wagner, 2009; Irving & Montes, 2009; Koonmee, Singhapakdi, Virakul & Lee, 2010) . For most management scientists, meeting the needs of employees remains the prime employee satisfaction-enhancement strategy (Giannikis & Mihail, 2011) . However, contemporary research advances have challenged this view, which attests to the multi-factorial character of employee satisfaction.
In order to improve employee satisfaction, it is important to measure and establish the existing levels first (Wright, Gardner, Moynihan & Allen, 2005) . However, due to its multi-faceted nature, the measurement of employee satisfaction varies from one organisation to the other. Some organisations use anonymous employee satisfaction surveys which are administered periodically to measure the levels of employee satisfaction (Deshpande, Arekar, Sharma & Somaiya, 2012) . In other organisations, meetings are held between management and small groups of employees where the latter are asked questions pertaining to their satisfaction (Ybema, Smulders & Bongers, 2010) . However, in other organisations, exit interviews are the primary employee satisfaction measurement tools (Schulz, 2001) . The importance of these methods lies in that they elicit satisfaction sentiments from employees themselves (Schneider, Hanges, Smith & Salvaggio, 2003) . Employee satisfaction has thus been widely recognised as a predictor of productivity and performance in organisations (Dawal, Taha & Ismail, 2009; Silvestro, 2002) .
Organisational performance
The body of research on the relationship between employee satisfaction and organisation performance continues to grow. Organisational productivity and efficiency are attained by satisfying employees and being sensitive to both their physiological and socio-emotional needs in a holistic manner (Schneider et al., 2003) . A study conducted by Cole and Cole (2005) reports that there is a positive correlation between the job attitudes of individuals and their performance. A meta-analysis conducted by Judge, Thoresen, Bono, and Patton (2001) also found a positive relationship between individual employee satisfaction and factors such as motivation, job involvement, organisational citizenship and job performance. In another meta-analysis conducted by Harter, Schmidt and Hayes (2002) , it was found that there is a positive relationship between employee satisfaction and productivity, profit, turnover and customer satisfaction in nearly 8000 business units in 36 organisations across the five continents of the world.
Studies conducted by Schneider et al. (2003) and Zohir (2007) confirm that there is a positive correlation between overall employee satisfaction with the organisation's financial and market performance. Corporate Leadership Council (2003) also conducted an employee satisfaction survey of over 40% of the companies that are listed in the top 100 of Fortune 500 companies. The study concluded that employee satisfaction, behaviour and turnover predicted the following year's profitability, and that these are even more strongly correlated with customer satisfaction. A survey conducted by Price Waterhouse Coopers (2002) which involved several multinational companies sustains that employee satisfaction as well as decreased turnover are major contributors of long-term shareholder returns. Conversely, employee dissatisfaction resulting from poor workplace environments can also lead to a decrease in productivity leading to poor organisational performance (Chandrasekar, 2011) .
It is important for management in organisations to create a work environment that facilitates higher employee satisfaction levels. This is because employee satisfaction has a stimulus effect on the loyalty and confidence of employees, improves the quality of outputs and also increases productivity (Surujlal & Singh, 2003; Yee et al., 2008) . Satisfied employees tend to perceive that the organisation will be more satisfying in the long run, they care about the quality of their work and are more committed to the organisation, leading to a demonstration of organisational citizenship behaviours (Fraser, 2001; Sempane et al., 2002; Yoon & Suh, 2003) . Goslin (2005) is also of the opinion that satisfied employees have higher retention rates and are more productive. When employees are dissatisfied, their physical and mental health is negatively affected (Faragher, Cass & Cooper, 2005) . Consequently, organisational performance will also deteriorate as more production time will be lost because dissatisfied employees are likely to take more leave (Judge, Piccolo, Podsakoff, Shaw & Rich, 2010; Shields, 2006) ; therefore, if steps are taken to improve employee satisfaction, overall success of the organisation is enhanced and the results can be reflected through happier employees, enhanced workforce productivity, reduced workdays and higher profits. This also typifies the importance of people in organisations, since people are the promoters of excellent organisational performance.
In the context of the service industry, substantial research evidence reveals that there is a positive association between employee satisfaction and customer satisfaction (Bernhardt, Donthu & Kennett, 2000; Wangenheim, Evanschitzky & Wunderlich, 2007) . Providing employees with an outstanding internal working environment is likely to lead to satisfied employees who are both loyal to the organisation and are capable of providing customers with an exceptional service experience (Chi & Gursoy, 2009 ). Customers will naturally recognise and value the excellent service offered to them, leading to an exhibition of loyalty behaviours, such as repeat purchases and increased referrals (Koys, 2003) . These behaviours suggest; therefore that satisfied employees will create satisfied and loyal customers, which will result in better organisational performance. It is important then for service organisations to direct sufficient resources towards employee satisfaction programmes.
Research design and methodology

Research design
The study adopted a quantitative approach using the survey design. The survey method was selected due to its ability to facilitate the collection of data from large groups of respondents. It is also inclusive in the number of variables that can be studied, requires minimum investment to develop and administer, and is relatively easy for making generalisations (Glasow, 2005; Zikmund, Babin, Carr & Griffin, 2009 ).
Research method Participants and sampling
In this study, the sample (n = 272) was composed of conveniently selected managers and staff in a South African government department. To determine the sample size, Green's (1991) rule of thumb which states that no less than 50 participants are suitable for a correlation or regression with the number increasing with larger numbers of Independent Variables (IVs), was used. In addition, previous studies (Ericksen & Dyer, 2005; Katou & Budhwar, 2007; Watson, Maxwell & Farquharson, 2007) in which similar sample sizes were used to investigate organisational performance in public sector organisations, were also used as reference points that provided direction in determining the sample size for this study. Table 1 shows the demographic representation of the respondents.
In terms of the demographic profile of the respondents, 55% (150) of the respondents were male and 45% (122) were female. Approximately 58% (185) of the respondents were aged below 35 years and 74% (200) of the respondents had been employed in the department for periods less than five years. With regard to the type of employment, 82% (223) of the respondents were under permanent employment within the department. In terms of the qualifications held, 43% (117) of the respondents were holders of a first degree and approximately 15% (40) of the respondents were holders of a postgraduate degree. Furthermore, 1.5% (4 ) of the respondents were executive managers, 7% (18) were senior managers, 9% (24) were middle managers, 18% (48) were line managers, 27% (74) were specialist staff, 26% (70) were clerical or administrative staff and 13% (34) occupied other auxiliary positions such as internships, security and general work.
Data collection procedure and measuring instruments
Primary data were collected by means of a three-section questionnaire. Section A elicited the respondents' demographic information. Section B sought information regarding employee satisfaction while section C elicited the respondents' views regarding performance of their department. A five-point Likert scale anchored by 1 (strongly disagree) and 5 (strongly agree) was used in Sections B and C, respectively.
The items used in the measuring instrument were adapted from Ittner, Larcker and Meyer (2003); Jenkins, Gupta, Mitra and Shaw (1998) ; the Minnesota Satisfaction Questionnaire (Fields, 2002) as well as Lau and Sholihin (2005) . The adapted questionnaire was pretested using a conveniently selected sample of 20 respondents in order to identify and eliminate problems as well as to determine the time for the completion of the questionnaire (Presser et al., 2004) . Feedback from the pre-test sample was used to make minor revisions to the questionnaire (Radhakrishna, 2007) . Ethical considerations such as the participants' right to anonymity, confidentiality, privacy or non-participation, informed consent and protection from discomfort, harm and victimisation were adhered to during the administration of the questionnaire. Out of the 500 questionnaires that were initially distributed, 272 were eventually used in the study, thereby representing a response rate of 54.4%. Table 2 illustrates the internal consistency estimates of the current study.
Validity and reliability of the measuring instrument
Five factors namely working conditions, ability utilisation, teamwork, creativity and autonomy, which influence an individual's level of satisfaction at work, were identified. These factors were computed through the Principal Component Analysis (PCA) using Varimax rotation. Notably, reliabilities of all five factors were above the recommended 0.7 threshold (Hair et al., 2010) , which indicates that the internal consistency estimates for the entire scale were acceptable. The reliability of the scale as measured using the Cronbach alpha was 0.72, which was also acceptable since it fell beyond the 0.7 standard recommended by Fraering and Minor (2006) .
The five employee satisfaction factors reflected distinct dimensions with a high level of communalities showing cohesiveness of each factor. Convergent validity was assessed through the computation of correlations between the five employee satisfaction sub-scales and organisational performance. The results (reported in Table 3 ) indicate positive relationships between these five sub-scales and organisational performance, thereby providing evidence of convergence. Predictive validity was assessed through regression analysis. All five factors showed positive casual relationships with organisational performance.
Data analysis
The aim of this study was to determine relationships between employee satisfaction and organisational performance in a government department. Descriptive and inferential statistical analyses were conducted using the Statistical Package of the Social Sciences (SPSS version 20.0). Pearson's correlation and multiple linear regression analysis were used to determine the relationships between variables. Significance values were set at p ≤ 0.05.
Correlation analysis: Employee satisfaction and organisational performance
In order to establish the relationship between employee satisfaction and organisational performance, the five employee satisfaction dimensions were correlated with organisational performance. The Pearson correlation coefficient (r), which assesses the degree to which quantitative variables are linearly related in a sample, was used (Maxwell & Moores, 2007) . These results are reported in Table 3 .
An analysis of the correlation matrix (refer to Table 3) reveals that there were strong positive correlations anchored by (r = .462; p < 0.05) and (r = .611; p < 0.05) between organisational performance and all five employee satisfaction factors. In terms of inter-factor correlations, it is interesting to note that there were strong positive correlations ranging between (r = .507; p < 0.05) and (r = .583; p < 0.05) among all five employee satisfaction factors. As such, an increase in any one factor can trigger increases in any of the other employee satisfaction factors. Conversely, any decrease in any employee satisfaction factor may stimulate a decrease in any of the other factors as well.
Regression analysis: Employee satisfaction and organisational performance
In this study multiple linear regression analysis was performed to identify the variables that predicted or provided the best explanation for the portion of the total variance in the scores of the dependent variables (Malhotra, 2010) . The results are reported in Table 4 .
In this study, employee satisfaction (adjusted R 2 = 0.453) explained approximately 45.3% of the variance in overall organisational performance. In terms of evaluating the assumptions of multicollinearity, if the variance inflation factor (VIF) is greater than 10 then collinearity is a cause for concern (Field, 2005) . Multicollinearity suggests that several of the independent variables are closely linked in some way, which causes strange results when attempting to study how well individual independent variables contribute to an understanding of the dependent variable (Field, 2009) . The VIF for the five sub-scales were acceptable since they ranged between 1.769 and 1.971. The effect of this value is that it reduces multicollinearity problems. In terms of tolerance, larger tolerance values of more than 0.5 are more desirable as they are more indicative of lesser problems with multicolllinearity (Denis, 2011) ; therefore, the tolerance values obtained in the regression analysis are within an acceptable range.
In the regression analysis (refer to Table 4), three factors, namely working conditions (p =0.000), teamwork (p = 0.000) and ability utilisation (p =0.001) were statistically significant at p < 0.05 and contributed to 45.3% of the explained variance in organisational performance. In terms of Beta weights, three factors namely, working conditions (β = 0.351), teamwork (β = 0.224) and ability utilisation (β = 0.129), contributed significantly towards organisational performance, respectively. These findings are congruent to the results of previous studies conducted by Cooke (2000) and Mohamad, Lo and La (2009) which found that the same employee satisfaction factors contributed significantly towards the variance in organisational performance. However, creativity (β = 0.086) and autonomy (β = 0.016) did not contribute significantly to the variance in organisational performance; therefore, the performance of an organisation is likely to be determined by the extent to which employees within that organisation are satisfied. Table 5 is an illustration of the means, medians and standard deviation associated with each of the five factors. The mean score ranking of each factor is shown in the last column.
Mean score ranking of factors
The summated means for the five employee satisfaction sub-scales (refer to Table 5) indicate average scores that lie between agree and strongly agree on the Likert Scale for all five factors. Teamwork (mean = 4.924) was ranked highest, followed by ability utilisation (mean = 4.812), creativity (mean = 4.693), autonomy (mean = 4.520) with working conditions This factor is concerned with the level of freedom and discretion an individual enjoys in his or her job. It is also concerned with an individual's ability to make decisions regarding the tasks allocated to him or her. (mean = 4.443) trailing the list. These findings denote that amongst these five factors, teamwork had the greatest impact on organisational performance with working conditions exerting the least impact.
Discussion
The Pearson correlation analysis (refer to Table 3) reveals that there was a significant positive correlation between working conditions and organisational performance (r = .611; p < 0.01). This finding depicts that organisational performance increases with an improvement in working conditions and decreases with the deterioration of working conditions. These findings are consistent with previous research conducted by Lee, Singhapakdi and Sirgy (2007) which substantiates that working conditions have a positive impact on job satisfaction, organisational commitment, and comradeship amongst employees. Moreover, working conditions have a positive impact on employee and job-related outcomes such as worker's welfare, health, team spirit, morale, efficiency, and productivity (Koonmee et al., 2010; Mike, 2010) .
In contrast, poor working conditions make employees uncomfortable, thereby reducing the pace of work. This situation may demand extra efforts to keep everything organised, which is tantamount to time-wasting (Chandrasaker, 2011). In addition, inconvenient timetables influence labour productivity in that repetitive long working hours get workers exhausted (Chadha, 2007) . Moreover, poor working conditions also lead to the deterioration of the relationships between managers and employees (Estes & Wang, 2008) . Such an unfriendly atmosphere may undermine self-esteem, co-operation and the ability of employees to come up with creative ideas. It appears then that working conditions are an instrumental factor in enhancing the performance of both the individual employee as well as the organisation in general.
A further analysis of the correlation matrix indicated a strong positive relationship between ability utilisation and organisational performance (r = .514; p < 0.01). This finding illustrates that organisational performance may be enhanced through structural improvements in the use of the abilities of employees. As proposed by Liu and White (2011) , ability utilisation is a predominant component of employee satisfaction. Clark (2001) also acknowledges that if a job is interesting and provides the opportunity for an individual to utilise his or her skills, the individual is bound to enjoy the job and the likelihood of that individual leaving the organisation is significantly reduced. Furthermore, ability utilisation facilitates the recruitment and retention of staff, and helps the organisation to benefit from improved motivation and superior business performance (SQW Consulting, 2010). Conversely, when employees feel that their abilities are under-utilised, they may become de-motivated and may seek employment elsewhere; leading to increased employee turnover in the organisation (Hassanain, 2006) . It is an important supposition then that increased opportunities for members of the department to apply their abilities may result in higher levels of organisational performance within the organisation.
Teamwork and organisational performance were positively correlated (r = .556; p < 0.01). This finding suggests that an increase in teamwork could trigger an increase in organisational performance whereas a decrease in teamwork results in a decrease in organisational performance. Research has provided evidence that a higher level of teamwork is associated with greater employee satisfaction, which motivates employees to exert more effort at work (Nickerson & Nagle, 2005; Sumer & Knight, 2001 ). Abolghasemi and Varaniyab (2010) also found that teamwork is positively related to both resilience as well as perceived positive stress. As such, an increase in teamwork within the organisation will have a snowball effect on the resilience of employees in addition to enabling an individual to feel better and to develop resources for coping with life. The findings of this study suggest that teamwork within the organisation is vital to the enhancement of individual employee satisfaction, which directly influences organisational performance. A moderate correlation (r = .462; p < 0.05) was found between creativity and organisational performance. This finding suggests that an increase in creativity will inspire a moderate increase in organisational performance. These results are supported by a number of previous studies (Martins & Martins, 2002) which reveal that employee creativity is critical for improving organisational performance. Creativity is also an important driver of sustainable organisational growth through innovation (Hogan, 2003) . It may therefore be suggested that in organisational turnaround strategies, the issue of creativity should not escape attention during the diagnosis of performance-related problems. Various creativity-oriented strategies are available (Lee & Choi, 2003) which can be implemented to ensure that organisational performance is increased.
The autonomy factor and organisational performance were moderately correlated (r = .466; p < 0.05). This finding illustrates that an increase in autonomy results in the enrichment of organisational performance. The degree to which a job provides substantial freedom, independence and discretion of the employee in his or her job influences the level of job satisfaction that the employee experiences (Brunetto & Farr-Wharton, 2004) . Giving task autonomy to employees is generally expected to result in higher motivation, satisfaction, and performance (Langfred & Moye, 2004) . Evidence from a study conducted by Exworthy et al. (2010) further suggests that an unwillingness to exercise autonomy because of centralising tendencies, risk-averse behaviours and an uncertain policy environment results in decreased organisational performance; therefore, the performance of public organisations would be enhanced significantly if employees become more autonomous on their jobs.
Summary of findings
In reviewing the findings of the study, two streams of observations are evident. Firstly, employee satisfaction was encapsulated through five factors, namely working conditions, ability utilisation, teamwork, creativity and autonomy. The impact of employee satisfaction on organisational performance was established by conducting Pearson's correlation analysis as well as multiple linear regression analysis between the five employee satisfaction sub-scales and organisational performance. All five factors were positively correlated to organisational performance. The fact that all of the five employee satisfaction sub-dimensions were positively correlated with organisational performance signifies that on the overall, employee satisfaction contributes positively to organisational performance in a public organisation. When employee satisfaction is optimised and expedited, it acts as an incentive to enhance organisational performance. On the contrary, when employees are dissatisfied, organisational performance will diminish.
Secondly, the mean score-ranking technique was applied to measure the strength of each of the five factors relative to each other, with regard to their impact on organisational performance. The findings of the study reveal that teamwork had the strongest impact on organisational performance, followed by ability utilisation, creativity, autonomy, with working conditions exerting the least influence.
Managerial implications
The findings of this study have managerial implications. At a micro level, organisational performance may be accelerated by positively adjusting the levels of employee satisfaction factors such as teamwork, ability utilisation, creativity, autonomy and working conditions, which are predictors of organisational performance. In addition, these factors qualify as diagnostic mechanisms for organisational performance problems in organisations. Management practitioners and turnaround strategists would be able to address performance problems by checking to see if there are any shortfalls within any of the five employee satisfaction factors used in this study. An identical approach could be adopted at the macro level, where performance issues in the entire South African public sector may be partially resolved by placing special emphases on such behavioural aspects of employees within public organisations.
Limitations and suggestions for further research
Several limitations associated with this study are acknowledged. The findings of this study are based on data elicited from a limited sample size composed of 272 respondents whose geographic location was restricted to Gauteng Province, South Africa. Caution should be exercised when generalising these findings to other contexts and environments. In addition, the use of the convenience sampling technique also increased the susceptibility of the study to sampling bias (Whitley & Kite, 2009 ).
This study is not without implications for further research. Firstly, it would be interesting to refine the findings of the current study by conducting similar studies along sociodemographic characteristics such as age, gender and educational levels of respondents. Secondly, similar studies could also be conducted using an amplified scope that includes more public organisations. Thirdly, additional factors that influence organisational performance could also be examined in future studies. This could lead to the uncovering of any omissions within the dimensions tested in this study. Furthermore, since the current study focused on employee satisfaction organisational performance nexus within a public organisation, comparative investigations could also be conducted in other environments such as private enterprises and non-profitable organisations.
Conclusion
The purpose of this study was to establish the relationship between employee satisfaction and organisational performance in a public sector organisation. The study employed a quantitative design in which a survey questionnaire was administered to employees of a South African government department. Using a combination of correlation and regression analyses, positive and significant relationships were observed between organisational performance and five employee satisfaction factors namely teamwork, ability utilisation, creativity, autonomy and working conditions. These results suggest that increases in organisational performance may be achieved by increasing each of the five employee satisfaction factors. Additionally, the fine employee satisfaction factors used in the study may be used to predict the future performance of public organisations. Using the findings of this study, managers in public organisations may be able to improve organisational performance by optimising employee satisfaction along the dimensions proposed in this study.
